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The National Guard's essential role of strategic reserve and bulwark of Homeland Security requires leadership ready and able to lead this multi-faceted organization in complex and dynamic times. Mentoring is a potent personal and professional development technique that is considered by many to be a key component in developing strategic leaders, civilian and military. Because of the unique aspects of being state militias made up of citizen-soldiers, the Army National Guard (ARNG) would benefit greatly from a mentorship program that adopts components of both civilianbusiness and active military mentorship models. This paper will present an academic review of mentorship theory and research, civilian-business models, and existing military programs -especially the Army Mentoring Program to evaluate the components that would be most appropriate and beneficial to the ARNG for development of its strategic leaders for the 21 st century.
"BUILDING THE BENCH" -ARMY NATIONAL GUARD MENTORING …it is the men and women of America who will fill the need. One mentor, one person, can change a life forever. And I urge you to be that one person.
-George W. Bush President of the United States State of the Union Speech (January 28, 2003)
The mission of the Army National Guard (ARNG) is changing and the demands on its members and leaders ever-increasing. Within its state-owned militia role, the ARNG is no longer the "weekend warrior", but is now the bulwark of Homeland Securityprepared to defend against a growing number and type of threats, natural and manmade. As part of the current total Army structure, the ARNG has gone from a dormant strategic reserve to an operational force actively engaged in America's world-wide military and combat commitments. Its leadership must be ready and able to lead this multi-faceted organization in these complex and dynamic times. The state organizations need an effective way to develop that leader culture and leverage the expertise of seasoned veterans and leaders. Mentoring is a potent personal and professional development technique that is considered by many human resource professionals to be a key component in developing strategic leaders, civilian and military. Because of the unique aspects of being state militias made-up of citizen-soldiers, the ARNG would benefit greatly from a mentorship program that adopts components of both civilianbusiness and active military mentorship models, to build its bench of strategic leaders for the 21 st century. should be considered an important part of developing current mid-and senior-level field grade officers into the strategic leaders for future generations. This paper will review current civilian-business and military mentoring models and evaluate/propose those that would be most beneficial for implementation by the ARNG for development of its leadership structure. The organization and its future strategic leaders are facing a rapidly changing environment, and developing people who will thrive is critical. As A mentee will seek a mentor for purposes of enhancing personal and usually professional development, which in some ways will overlap. Personal development seeks to "do that little bit more" and get the guidance and direction for a complete career path -maybe looking outside the normal things to do to get ahead. A mentor can provide guidance and share the knowledge of personal experiences with the mentee for making decisions, like: determining a suitable career path, and timings and selection of the appropriate positions for advancement; which assignment or position to take if two are competitive, which one is more suitable to development for future competitiveness (picking the right job for now and for the future); how to approach and solve problems (similar to coaching, the mentee, not the mentor, should solve them). Professional development seeks to gain the technical and tactical competence to make oneself competitive with peers. A mentor can point the mentee to the required knowledge base, schools, and training needed to meet the requirements for success along the chosen career path.
Some individuals have the ability to complete all the requirements and make the right career choices by either luck or skill without the assistance of a mentor. And others who have experienced mentoring may not directly attribute it to their success. One author who surveyed business executives found in some groups "curiously, those who have had a mentor rank luck as more important than having a mentor for their own success, but consider a mentor more important than luck for others' successes." 10 And
"despite the high level of influence executives report their mentors exerted, respondents do not consider having a mentor an important ingredient in their success. They ascribe higher values to such personal characteristics as the ability to make decisions, motivation, the ability to motivate others, the ability to lead, energy level, the ability to complete assignments and willingness to work long hours." 11 Yet other development professionals found that many high-level professionals attribute achievement of their career objectives to having a mentor. 12 One researcher who applied statistical methods to the question of mentoring benefit found "Executives who have had a mentor earn more money at a younger age, are better educated, are more likely to follow a career path, and, in turn, sponsor more protégés than executives who have not had a mentor." 13 So while the benefits of mentoring may seem intuitively to be substantial, the perceived correlation with one's success may vary. And those who have been mentored are likely to be mentors, so the benefit could be self-perpetuating.
Acknowledging that mentoring and its developmental benefits occur on a personal level, the organization that the mentee belongs to also benefits. Guard for both its military and civilian personnel. 18 There are multiple approaches to making the connection between the mentor and the mentee. Organizations may assign mentors to mentees, may provide personality profile indicators (Myers-Briggs is most common) or electronic bulletin boards to assist participants in finding/evaluating potential partners, or may allow "chemistry" to bring partners together. The approach may also be determined by the driver for the relationship -compatibility or gain. While compatibility may make for a comfortable situation, there may be more to be gained by exposure to different viewpoints or personalities.
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The research reported interesting applications of the mentioned approaches -like organizations matching employees with mentors at other firms ("Absent clear guidelines, however, such relationships sometimes fizzle out."), 20 or encouraging mentees to build a stable of mentors ("The old one-on-one game is going out. To get ahead, you want to create your own multitalented board of advisors."). 21 mentor is a special type of leader -….most of us have worked for, or with, that officer or non-commissioned officer who was certainly human in appearance, but whose aggressive style, word choice, and techniques left us looking for the bear, the lion that lived within him. Yet from this man or woman, we learned. We learned how to kill. We learned how to survive. We learned how to fix the unfixable. And some of us still learn from these leaders, because they become our mentors, and here is where leadership becomes mentorship. Mentorship is a specialized, advanced, sustaining, extra-legal form of leadership. Our learning from this mentor-soldier does not stop when we leave the unit; it continues in the form of phone conversations, letters, even special study assignments from that mentor. The mentor may no longer be our legal, chain-of-command leader, but an educating part of that leadership continues to improve both our professional and personal lives.
He explains that a mentor becomes a trusted friend and comrade, who shares a bond that comes from and strengthens with the "sharing of common experiences and stresses in the military environment… much in the sprit of the German blutenbrudershaft or blood brotherhood", with a strong element of confidentiality; and a counselor ("this giving of guidance is an inherent duty. Indeed some leaders are better counselors than other leaders").
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The discussion group aimed to define mentor and mentorship, but found it difficult to define how the relationship begins. They described that often the mentor initiates the relationship, choosing to mentor the soldier because of seeing something "deserving of special attention or grooming… While most of the group members describe the initiation as a result of vague 'chemistry' between the mentor and the associate, no two formulas were alike... most associates are mentored for a period of from several months to several years, often without their own knowledge… This situation should in no way be confused with a 'good old boy' network, a form of favoritism which lacks the comradeship and the objectivity of the mentoring process. For this reason, most group members believed that the mentoring process usually occurred outside the rating chain, although it may have had its roots in a past chain-of-command relationship." 29 While most believed they were "selected" to be mentored, they thought that it also made sense for soldiers to look for a mentor. The group also came to understand the differences between the leader and mentor roles -the key differences are listed in The focus of our strategy is on mentorship beyond the chain of command… addressees mentorship for all Army constituents (AC/RC Soldiers, DA Civilians, spouses, retirees, veterans, cadets, disabled Soldiers/veterans, and contractors who have access to AKO)... an extremely powerful tool for personal and professional development; it improves competence, leadership skills, self-awareness, and morale. It is an opportunity to make a positive difference in the next generation of leaders while maximizing one's own potential as a leader… Conclusion:
The Army believes the mentors have a vital role to play in preparing the next generations of leaders and professionals. Mentoring, both formal and informal and structured and unstructured, will continue to be part of our professional development process. Leaders are expected to learn and gain experience from their own trial and error, and vicariously through watching others, the advice of mentors, and coaching by superiors, peers and even subordinates. 43 Chapter 7, Leading, defines the four core competencies of leading -Leads others; Extends influence beyond the chain of command; Leads by example; Communicates. 44 These make it clearer how being a mentor is one solid form of being a leader. Chapter 8 defines the activities for developing people, teams and the organization -"Success demands a fine balance of teaching, counseling, coaching, and mentoring." 45 Counseling is the rater's review of the subordinate's performance and potential, is tied to formal evaluation reports, and is extended to all subordinates.
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Coaching is the function of helping someone through a set of tasks, helping them understand their current level of performance, and how to reach the next level. Universal access to computers and the Internet, along with rapidly advancing software technology allows organizations to provide their members with Internet-based mentoring through the use of web pages or by e-mail (known as "virtual" or "cyber" mentoring, or "e-mentoring"). This access to information and other personnel removes many of the obstacles of traditional mentoring done by face-to-face acquaintances, and broadens the pool of potential mentoring partners when not constrained by time-zones, location/assignment, or formal introductions. 49 As mentioned previously, the online Army development, and provides benefit to the organization, its individual leaders, and the future force. There is a rich foundation of civilian sector and military mentoring programs already built -it is now up to the ARNG to develop the architecture for its programs.
As stated by LTG Bagnal over 20 years ago, "The responsibility for seizing the opportunities to mentor subordinates and grow the leaders of the future is borne by all leaders in the Army. At all levels of the Army, leaders must embrace the concept that the greatest legacy they can leave in a unit, or in the Army as a whole, is a group of leaders ready to meet the challenges of the future."
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